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Persons who have been out of any formal type of educational 
setting for 20 - 30 years are now having to change to meet technical 
aspects of their jobs.  The participants in this study must change to meet 
requirements of their job or will be terminated.
Three males were chosen and agreed to participate in this study.  
Their average age is 59, and their average time with the company is
21 years.  Each participant has a fear of public speaking and feels 
ill-prepared educationally to meet the requirements.
4This study is qualitative and information pertaining to the participants and 
company identity have been changed.
My findings show that there is lack of communication and trust 
between management and the employees.  Each participant fears they 
can not intellectually and socially meet the requirements due to
educational and esteem deficiency.  The changes in the company are 
happening very quickly not providing time for acceptance or comfortablity 
by the employees.
In order for this company to be profitable and have continued 
success, they need to regain trust and open communication to increase 
morale.  The employees must have a say in decisions made that effect 
them and the organization.  Change must be gradual and the employees 
need to be treated as valuable.
5CHAPTER 1
OVERVIEW
The company this thesis studies is Tredenik, Inc. located in midwest
Wisconsin. The city’s population is, 1986.  Tredenik, Inc. employs 162 people.
Tredenik, Inc. was built in 1949 and started operation in 1950.  Shortly after
1950, Tredenik, Inc.’s employees grew to around 500.  Due to technological
changes that number has decreased dramatically.  What has increased
substantially, however, is the need for employees to change, gain new
education, and acquire new responsibilities to compete with a vast global market.
Tredenik, Inc. had not hired full-time production workers since 1979 until
1997 when they hired 13 new employees.  The employees, with the exception of
the new hires have gone through considerable changes  moving from the ‘old
way’ to ‘the new way’ of doing things. Again with the exception of the new hires,
the incumbents have been employed for at least 18 years. These employees
have little to no post-secondary education past high school.
Many changes have occurred at Tredenik, Inc. over the past 10
years.  Employees are evaluated on the plant’s success, not individual
piecework.  The union was abolished, floor employees now receive classroom
training, the plant has become ISO certified, and teams were implemented in
1995.  These are just a few of the changes.
6EMPLOYEES
What is unique about Tredenik, Inc. is the average age if its employees
which is currently, excluding new hires, 56.  When they were hired, they did not
need a high school diploma.  They were hired solely as production workers.
They have undergone many changes throughout the years, but the one that
interests me is the changes they are currently making.
This current change is due to the implementation of a new compensation
plan called the, “Job Block System”.  I will detail this system shortly.  In the “Job
Block System”, employees must acquire positions of Trainer; Safety, Health, and
Enviornment; Team Coordinater; Quality; and Supply Chain in an attempt to gain
a star point.  Star points are given out upon successful completion of their
position and education.  However, star points can be taken away if the employee
is unsuccessful.  If the employees who have been employed at Tredenik, Inc. do
not obtain a star point within three years, they will either have to quit or will be
fired.
This thesis will explore this change from an employee perspective.  All
interviews conducted in this thesis were done without the company’s knowledge.
In order to protect the participants involved and the company, all names and
other identifiers have been changed or excluded for this paper.
JOB-BLOCK SYSTEM
7The goal of the “Job-Block System” is to create a high-performance
organization with employees who are educated and can perform multifaceted
management and floor tasks.    Tredenik, Inc. forwards, “Your job is transitioning
from what equipment you are assigned to operate or repair - to what value you
(and your team) contribute to [Tredenik, Inc].” (can not cite without revealing
company).  To gain the first star point, employees must take one position and
pass core-skills tests.  Positions are: Trainer; Safety, Health and Environment;
Team Coordinator; Quality; and Supply Chain.  Core skills employees are
required to have include:  Customer/Business Knowledge, Team Fundamentals,
Team/Individual Roles, Basic Problem Solving, and Giving and Receiving
Feedback.  In addition, they are required to lead meetings and present
information through public speaking.  Employees receive 25 hours of classroom
instruction.  The other training will be done on the job from employee to
employee.  Employees will rotate positions on a yearly basis.  Upon successful
completion, employees will have finished that “job block”.  Current compensation
at Tredenik, Inc. is at least $12.89/hour and at most $14.35/hour.  When an
employee finishes the first job block, their pay will increase to $15.20.  There are
three hierarchical job blocks that employees must complete.  Successful
completion of the second block moves the employee up to $17.48/hr, and the
third block increases pay to $20.10/hr.  Employees are only required to achieve
one star point.  Employees will be evaluated on a bell-curve scale ranging from
unsatisfactory to excellent.  Tredenik states that they will provide the proper
resources to help the employees accomplish their goals.
8COVERT OBSERVATION 
From December to January 1998, I worked as a temp at Tredenik, Inc.  I
was only able to work for a month as that was Christmas vacation from college.
Prior to my temporary employment at Tredenik, I had heard of the new
compensation plan.  Although at that time, I wasn’t doing research,  I was able to
covertly observe the disposition of the employees while I would break with them.
The men seemed to be dead-set against this change.  The women had the
attitude of compliance.  Two men said that the company would have to fire them
before they would take a star point.  One man was seeking counseling to
confront his fear of public speaking.  Another group of men were talking about
getting a lawyer so that if they were fired, they could sue.  And another man was
so upset about having to undergo these changes he said he couldn’t sleep, his
home life was falling apart, he couldn’t eat, and he told co-workers that he knew
he couldn’t do it.  Every employee spoke of their distrust and dislike of
management.  The entire month that I worked there, I did not hear one positive
word about management.  It was also said that employees have to tell
management what they want to hear or else they would get “called into the
office” and reprimanded for “speaking negatively”.
COMPANY STRUCTURE
9Tredenik, Inc. is a top-manufacturing company.   The plants are
decentralized, but are ultimately governed by corporate. All members of this
midwestern plant have a “team title” starting from the plant manager down.  In
1995, Tredenik, Inc. implemented teams in an attempt to develop individuals and
implementing teams gave Tredenik, Inc. a tool to manage the development of
the employees.
The team structure is as follows:
PLANT LEADERSHIP TEAM
Plant Manager, 2 Human Resource Personnel, 2 Supply Chain Managers,
1 Technical  Supervisor.
EXTENDED LEADERSHIP TEAM
Plant Leadership Team, Team Leaders.
BUSINESS TEAM
All shift production employees, engineers, material control.
Tredenik, Inc.’s vision is to “be considered globally as the premier
Tredenik, Inc. Manufacturing Site.”  Their mission is to “become a Global Center
Of Manufacturing Excellence, maintaining an unrelenting customer focus with
significant improvements in Cost, Quality, Service, and Employee Satisfaction.
Tredenik, Inc.’s values are to:  “Satisfy customers with superior quality, value and
service”; “Provide investors an attractive return through sustained, quality
growth”; “Respect our social and physical environment”; Be a company
employees are proud to be part of.”
ASSUMPTIONS
It is my assumption that Tredenik, Inc. is trying to transform into a high-
performance workplace.  I assume that its motivation for firing its employees is to
10
build a work force more conducive to its liking.  They want a work force who is
technically educated and flexible.
I assume that there is low trust in management, low morale, and fear in
the employees.
PROBLEM
Tredenik, Inc. is trying to move into a high-performance company.  The
work force feels incapable of meeting the requirements of the current change,
but they fear they will lose their job if they don’t comply.
RELATED PROBLEM
Star points can be obtained by taking the position of Trainer; Safety,
Health, and Environment; Team Coordinator; Quality; and Supply Chain.  Each
star point position includes public speaking by reporting progress each month
during team meetings.  Public speaking is the number one fear of individuals,
death ranks second.  If the employees who have been employed at Tredenik,
Inc. do not obtain a star point within three years, they will either have to quit or
will be fired.
QUESTION
How can older work groups change their performance while feeling
capable to meet management requirements?
METHODOLOGY
Qualitative Methodology researches using participant involvement to gain
understanding.  Persons using qualitative methodology generally interview
participants or observe covertly.  This methodology does not seek to change a
11
situation, but to understand its phenomonen.  Extensive research was done on
qualitative methods and studies for this thesis.
CHAPTER 2
LITERATURE REVIEW
Chapter 2 examines articles written that are relevant to topics in this
study.  By using the articles, thesis writers try to gain insight from the expertise of
others and their studies and also help the reader understand the issues involved
more thoroughly.
Relevant to this study are the topics of empowerment, high-performance
organizations, employee trust, older work groups, and change.
It is my assumption that Tredenik, Inc. is trying to empower their
employees by  integrating teamwork and allocating multifaceted duties and
responsibilities in attempt to become a high-performance organization.
Due to the rapid change and deficiency of solid communication,
employees are indicating a lack of trust in management.  Also congruent to the
lack of trust is a fear for their job security as management informed them they
would face termination if they could not achieve specified goals.
With the exception of 13 new hires or 8 percent of the workforce,
Tredenik, Inc.’s youngest employee is 48.  The shortest-term employee has been
there for 18 years.  These people have little to no education past high school and
the span of time since their last formal education is approximately 28 years.
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Therefore, age is particularly important in this study.  The information was
received by management and employees.
In order to protect their jobs, change must occur.  I will also study change
as it relates to them.
It is significant to note this study is not critical research which would
require change to occur.  Changes are not expected to be an outcome of this
study.
Empowerment
According to Lowell (1997), Tower Automotive’s mission is to “create a
value-based company where everyone can lead” from the president to the
janitor.  Tower Automotive’s employees are empowered in a unique way.  No
one in the company has a title, they are all considered colleagues.  Although, we
are used to hearing name changes when companies lose structures, Tower
Automotive seems to actually walk the talk in every sense.  Empowerment, as
this company defines it is “employees having autonomous decision-making
capabilities and acting as partners in the business, all with an eye to the bottom-
line implications.”  Employee’s actions are congruent to the strategic goals of the
company.  The employees not only have the freedom to solely make and
implement decisions, they have full understanding of what stockholders,
customers, investors, and suppliers want.  The two most important factors from
top down at Tower Automotive is “courage and honesty.”
This article argues that employees in many companies are feeling less
and less empowered and more alienated from their organization.  Through my
personal experience at Tredenik, Inc., it seems to me that a majority of
employees feel exactly this way which, ironically, is the opposite effect desired by
management.  The article also adds that “their kind of conventional lip-service
empowerment is too lightweight for today’s business requirements and is
disastrous for the entire operation.” “Their” refers to other organizations moving
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toward employee empowerment.  Another point that seems familiar is the idea
that managers are afraid to give full empowerment who they think the workers
can’t “fully understand the impact of their actions on the organization’s costs and
profits.”  I wonder what companies are doing in the realm of training the
employees to understand their impact.
Magazine:
Abrahamson, Robert. (1995). 15 Points for Risk Management.
Risk Management v42 p64.
Robert Abrahamson is a executive consultant with A&L Risk
Management.  He presents 15 points for risk management.  The 15 points were
adapted from Dr. Deming’s 14 points for organizational management.
Abrahamson’s theme seems to be continuous improvement in risk management.
He stressed training, retraining, and cross-training along with communication and
planning.
This article offered little to me.  I got the article mainly due to the influence
of Dr. Deming.  Some points were of important to this study.  For instance,
“creating a constancy of purpose”, “establishing a proper balance between
internal and external expertise”, and “breaking down traditional barriers between
the organization’s various departments”.
“Creating a consistency of purpose” exhibits that one has tenacity and
holds strong to their beliefs.  Too often in companies we see wavering of
purpose so much so that management and the scheme loses credibility.
“Establishing a proper balance between internal and external expertise” gives the
company a competitive edge. As always, “breaking down traditional barriers
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between the organization’s various department” is key in increasing production,
employee satisfaction, and open communication.
Magazine:
Lee, Chris. (1997)  Trust Me.
 Training, v34 p28-32+.
“Trust Me” discusses the affects of downsizing, restructuring, and,
reengineering organizations.  The thought among employees seems to show that
they feel dispensable and without job security.  Many survey results throughout
the article showed that an average of  40 % of employees have a lack of trust in
management. Loyalty and long-term commitment was once what was rewarded,
now companies seem to want a flexible, short-term employee to do a good job
for a short time.  Outsourcing comes into play for low-tech work and technology
seems to be taking over high-tech work.
In relationship to my thesis work, Tredenik, Inc. recently hired after 18
years.  They were requiring at least one to two years post-secondary education.
Upon talking to a new-hire who had graduated from Tech school for computer
science, he said he had no intention of staying with the company working on the
floor.  In relationship to this article, companies like Tredenik, Inc. may want to
hire employees who can offer specific skills even if they leave.  The company
may think the short-term results will overcome the turnover.  Another interesting
idea this article offer was how people are feeling dispensable unless they can
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make a large enough contribution to offer some security.  This idea is not only
prevalent in companies, but even with college graduates.  With this feeling, I
think companies are going to find it hard to achieve the loyalty and commitment
once found.
Magazine:
Cauron, Shari. (1996).  Rebuilding Employee Trust.
Training & Development. v50 p18-21.
“Change is underway and employees don’t know who or what to believe.”
Christine Baker, a HR consultant says, “I have been in human resources for 16
years and the level of employee trust is lower than I have ever seen it,”
(Curon, 1996).  She also adds that it is not HR’s job to rebuild that trust, it must
fall on every single person in management.  The first issues to look at is, what
happened to breakdown the trust? What are all the contributing factors around
that breakdown? Suggestions to discovering what happened involves talking to,
listening and understanding what employees are saying.  Other methods include
sending out a survey, or observing.  As HR people we can “help shape the
messages delivered to employees--including both good and bad news--as well
as teach all managers how to openly and honestly communicate those
messages.”  Most important to regaining trust is for management to say, “I am
sorry.”
Cauron suggests that there should be some sort of analysis on the
breakdown of trust.  I agree with that idea.  It is shown that a breakdown of trust
creates low production.  Production output keeps company in business, but it is
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really the workers that create success for companies.  Their needs and their trust
is crucial to the bottom line.  For example, one company on the east coast faced
closed to 90% turnover, high absenteeism, and low production.  The company
laid off all of its employees and decided to close.  Then a Japanese company
made a bid and it was sold to them.  They didn’t look for new worker, but re-hired
all the old ones.  Within one year, that company was competing with  Fortune
500 companies, turnover was at 2%, and there was very low absenteeism.  This
can be attributed to the change in management.
Journal:
 Jeffords, Raymond; Scheidt, Marsha; Thibadoux, Greg M. (1997).
Getting the Best from Staff.  Journal of Accountacy, v184 p101-105
Incentive-based programs often fall short of one’s expectations.  The
rewards may be greatly important to one person and undesirable to another.
This article suggests customizing an incentive program for each individual’s
needs.  It also outlines various incentive-based programs such as, annual raises
and promotion, standardized compensation plans, and broadbanding offering
positives and negatives to each option.
An interesting option mentioned was to give each employee an
opportunity to chose a program to fit his/her needs.  I agree with this to the point
of having perhaps 5 incentive programs to chose from.  If the company is large, it
is unreasonable to customize an incentive program for each individual.  Other
options included day care, time off, and credit toward a purchase.  I will use this
information when studying the incentive-based start-point program in place at
17
Tredenik, Inc..  Many employees are against it due to the public speaking
involved.  An option or several would be great.
Journal:
Sclafan, Susanne. (Aug. 1997).  California ruling won’t lessen age bias
cover need. Property & Casualty/Risk & Benefits Management Edition. 101: 2+.
California Court of Appeal, Marks v. Loral Aerospace, “has ruled that an
employer is entitled to take an action that has a more severe impact on older
workers, as long as the decision to take the action is based on salary and not
age,” (Sclafan, 1997, p.101)  Marks worked for Loral Aerospace when they
decided to dispense of the unit he worked in.  Employees from that same unit
that were under age 40, were transferred to another plant.  Marks and a fellow
worker (over 40, also) were not.  In addition, Marks salary was more than that of
the younger workers.
This case has little to do with this study, only to indicate that companies
may think ‘in with the new, out with the old’; or to show that discharging older
workers is prevalent in other companies.
Magazine:
Greenwald, Judy (Aug. 1997).  Firing older workers OK for pay reasons:
court.  Business Insurance. 31: 2+.
Again, this article discusses Marks v. Loral Aerospace.  “California
employers now will have more leeway to hire higher-paid employees after a state
appellate court decision that noted that companies can replace those employees
with younger, lower-paid workers for economic reasons without breaching age
discrimination laws.”
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Magazine:
Gransbury, Pat. (1995). Motivation Of The Older Worker.
SUPERVISION. p.17-19.
“The key to maintaining and enhancing the performance of an older
worker is effective communication,” (Gransbury, 1995, p. 17).  Communication
and rapport with older employees is valuable in learning as they hold wide base
of  knowledge and expertise.  It also eliminates problems when changes are
made and resolutions need to be sought.
Noticing their expertise, refer questions to them; make them feel important
and acknowledged.  When they suggest something, try it.
Have an open-door policy.  If management does not have confidence in
the employee’s ability and express genuine interest, they could come across as
a spy.
Keep employees abreast to policy changes, how the changes will affect
them and their job.
Invite the employees to take breaks with you and do not talk business.
This will show the employee that there is a bond.  Trust is easier to come by
when there is less of a line between top and bottom.
Feedback must be two-way.  Managers need to accept feedback well and
give it well.  Some suggestions include making yourself accessible, ask opinion,
facilitate open discussions at meeting.
This article seems to produce common sense.  These actions are those of
respect for anyone one may come in contact with.  But when dealing with older
19
adults is significant that we treat them as adults who have opinions,  that can talk
and contribute, and as people who we can learn from.
Video:
Do Right, Featuring Lou Holtz, AMA Film/Video, American Management
Association, Nine Galen Street, Watertown, MA02172.
Lou Holtz, former coach of the Norte Dame Fighting Irish discusses goal-
setting and the power of positive thinking and overcoming adversity.  Holtz
focuses on changing personal perception.  The following are two quotes from the
video: “To raise the self image of people, do what’s right, do the best you can,
treat others as you would want to be treated.” and  “If you get someone to
beleive in themself, they will set bigger goals.”
20
CHAPTER 3
METHODOLOGY
Qualitative Research was the methodology used to compile information
for this thesis.  Chapter three examines qualitative research methodology.  This
chapter offers steps and clarifications of qualitative research and also describe
how the methods were used in the development of this thesis.
Qualitative Research is described by Anthony W. Heath.  The processes
were learned by Dr. Sherri Johnson and outlined in this chapter for replication
purposes.  Critical methodology clarifications were also provided by Johnson.
The purpose of “qualitative” or “naturalistic: research
varies according to the research paradigm, methods,
and assumptions.  Generally speaking, qualitative
researchers attempt to describe and interpret some
human phenomenon, often in the words of selected
individuals (the informants).  These researchers try to
be clear about their biases, presuppositions, and
interpretations so that others (the stakeholders) can
21
decide what they think about it all.  (Johnson, 1996,
p.1)
Dr. Sherri Johnson outlines Qualitative Research steps as follows:
Participant Observation
The most essential means of gathering ethnographic
data are looking and listening.  Since all of us have
been doing this all our lives, some of us may feel
we’re home free.  Consider this statement overheard
on the third night of the case study class:  ‘Well, thank
heavens!  I’ve finally  come to an easy part in all this.
Participant observation is a snap’.  Well, it isn’t.  What
the beginning researcher is about to learn is that an
attitude of curiosity and a heightened attention are
required in order to attend to those very details that
most of us filter out automatically in day-to-day life.
At the outset it may be helpful to know that
‘participant observation’ is used by some researchers
as an umbrella term for all qualitative data-gathering
techniques.
In this sense, participant observation joins
interviewing, filming, and the analysis of written
records as well as the study of other artifacts
(Wolcott, 1998, p.192).
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The distinguishing characteristic, then, of being a
participant observer is that it demands a shift of
attention.  This shift shows itself in a variety of ways:
The role of participant observer will vary from
one social situation to another, and each investigator
has to allow the way he or she works to evolve.  But
as your role develops, you will have to maintain a
dual purpose:  You will want to seek to participate and
to watch yourself and others at the same time.  Make
yourself explicitly aware of things that others take for
granted.  It will be important to take mental pictures
with a wide-angle lens,  looking beyond your
immediate focus of activity.  You will experience the
feeling of being both an insider and outsider
simultaneously.   As you participate in routine
activities, you will need to keep a record of what you
see and experience.  These six features of the
participant observer role distinguish it from what you
already know as an ordinary participant. (Spradley,
1980,p.58)
It seems safe to say that even though these
features sound evident, their skillful application and
orchestration remain the ongoing challenge of each
23
participant observer.  For us, the hard-won bonus is
to see far more than we ever expected. (Johnson,
1996, p.42-43)
Although at the time I was working at Tredenik I was unaware that I would
soon be studying the company I noted the general attitude held by the
employees toward the new compensation system and management.  Because I
study Human Resource Development their comments were of interest to me.  At
that time I was an insider because I was a co-worker, and the employees felt free
to openly discuss their distrust.  As I participated, I took mental notes of words
said and conflicts that arose.
While interviewing the participant employees, I tape recorded our
conversations.  I also coded their actions and voice reflections.  For instance, if a
participant tapped his fingers every time we talked about management and sat
back relaxed when we talked about anything but management that would be
noted and analyzed.  If the participant became loud and his/her words were short
while discussing a certain topic while during other topics his/her voice was calm,
that would be noted.
Choosing a Participant Observer Role
Perhaps one of the first questions the
researcher raises is what kind of observer role would
be appropriate to the field and both physically as well
as emotionally possible.  While they provide different
labels for the continuum, experts (Bogdan and Biklen,
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1982; Patton, 1980; Spradley, 1980; Wolcott, 1988;
and Yin, 1984) agree that the meaning of participant-
observer ranges from full participation, that is, actually
living and working in the field as a member of the
group over an extended period of time, to mute
observer, who attempts to replicate the fly on the wall.
Researchers generally find a level somewhere
between these two extremes.
Wolcott (1988) distinguishes three different
participant-observer styles:  the active participant, the
privileged observer, and the limited observer.  The
active participant has a job to do in the setting in
addition to the research; the privileged observer is
someone who is known and trusted and given easy
access to information about the context; and the
limited observer, the role most of us play, observes,
asks questions, and builds trust over time, but doesn’t
have a public role other than researcher.  Taking on
any one of these doesn’t have a public role other than
researcher.  Taking on any one of these styles
depends on the opportunities the setting provides as
well as the researcher’s abilities and desire to do so
(p.194). (Johnson, 1996, p.45)
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During my research, I seemed to assume all three roles of participant
observer as distinguished by Wolcott (1988).  I was an active participant while
working at Tredenik, Inc.  This gave me the basis to start my research and the
assumptions that I began with.
Because I was aquatinted with the people I interviewed, I became a
privileged observer.  Each participant knew myself and my father for at least 10
years.  It was also important to guarantee them complete confidence and share
in the conversation with them as to not make them feel like a ‘subject’.
While interviewing management, I had the role of limited observer.  I
perceived a deep sense of distrust.  When asking question, I found more often
than not, that I would get the run around or have to justify my reasons for
requesting an answer.  During these interviews, I tried to act without opinion or
bias; whether I was successful or not, I don’t know.  I tried to act open-minded
and enthusiastic for what they were implementing as if I was their student
learning the ropes of the “real world”. I also came across somewhat naive as not
to make them feel threatened in anyway.  Although through listening and talking
with the workers and my educational background, I had assumptions that
implementing system was a mistake.
Beginning Observation with Wide Focus
Many experts, among them Agar (1980),
Lincoln and Guba (1985) and Spadley (1980),
propose the sensible idea that qualitative researchers
proceed through a series of stages in observing-
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participation.  These stages move from an
introductory, general overview with broad focus, to
one in which the researcher narrows the focus to very
specific aspects of the situation that have called
attention to themselves in the ongoing cycle of
logging and analyzing the data.
It is true that no one can record everything in
the broad focus stage.  But then, it is not such a bad
idea to go in with the idea of trying.  Because this is
so, you should plan to observe and write about as
much as possible and not waste your time fussing
about whether something seems trivial or important.
The seemingly most mundane happening may be
crucial in hindsight.  In any case it is impossible at the
very beginning to judge whether what seems trivial or
important is really so in the larger, longer scheme of
things.  Keep writing.  Keep listening and looking.
We have found that it is useful to begin by
selecting one task or question at a time.  For
example, Margaret makes a map of the site.  Margot
asks herself where she might best sit to achieve an
overall view of what is happening.  All of us have
found it helpful to note public communications about
27
rules and procedures, such as time schedules and
signing in, that are apparent from the beginning.
Spradley (1980, p.78) lists nine major dimensions of
social situations that might be used in the beginning
phase to pose questions and guide observations:
1  Space:  the physical place or places;
2  Actor:  the people involved;
3  Activity:  a set of related acts people do;
4  Object:  the physical things that are present;
5  Act:  single actions that people do;
6  Event:  a set of related activities that people carry out;
7  Time:  the sequencing that takes place over time;
8  Goal:  the things people are trying to accomplish;
9  Feeling:  the emotions felt and expressed. (Johnson,
1996, p.48-49)
The research for this study began with gaining knowledge about the
company’s background and history.  A retiree who was contracted to build the
plant, was hired in production, moved up to foreman, and then retired there
provided the historical information..  This person gave me insight to where the
company came from (its employees, management, changes, etc.).  The
informational interview was over coffee at his and his wife’s house.
Next, a person in Tredenik management’s Human Resource department
was interviewed.  The intent was to gather information indicating where the plant
was ten years ago to the present.  Again, information was collected on changes,
the employees, management, mission, vision, values, etc.
When interviewing the employees, they needed to be as far away from
work as possible in order to feel comfortable and open to discussion. The choice
was theirs where they wanted to meet.  They had the options of my house, out
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for coffee or drinks, their house, or anywhere else they felt comfortable. Here is
where the information got specific and developed a narrow focus of themes
common between employee participants.
Becoming “The Other”
Entering a setting with an ethnographic stance
demands an attitude that puts us into learning roles.
Agar (1980) proposes that we conceptualize
ourselves through such metaphors as student, child,
or apprentice
(pp. 69 - 70).  Many of us find it helpful in the starting
phase to take on the student role in our work to
‘become the other’: to attempt to see life through the
eyes of the person we are studying. (Johnson, 1996,
p.49)
While doing the interviews, my role as seen from an employee viewpoint
became one of acquaintance, student, and expert.  The perspective of expert
consequently came with being a master’s degree student. It was seemingly easy
to become them when doing this research.  Part of this feeling is brought upon
from working production many summers and Christmas vacations throughout
college.  Without having that experience, it would be difficult to conceptualize
their point of view.  Also, the research compiled and learned gave me a basis of
relationship not only through the master’s degree program in Training and
Human Resource Development, but largely from my undergraduate degree in
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Adult Education.  The Adult Education degree focuses largely on barriers to adult
education which were applicable in this study.
Prolonged Engagement
Many of us worry that the events we are witnessing
as participant-observers may not be characteristic of
what ‘really’ goes on or may even be put on for our
benefit just because we are there:
Here I am, ready to take notes on what is going on in
the scenario I have selected.  I ask myself, is this
behavior typical, or are they playing a part for me?
They may be.  It can take some time before their
behavior is uninhibited by my presence.
(Francia Merado)
Qualitative researchers, of course, are to
document what is really happening rather then what is
being put on for their benefit.  Guba and Lincoln’s
(1989) suggestions of prolonged engagement and
persistent observations point to the most helpful
techniques for constructing a view of the context in its
natural state.  Participant observation demands
‘...sufficient involvement at the site to overcome the
effects of misinformation, ... to uncover constructions,
and to facilitate immersing oneself in and
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understanding the context’s culture’(Guba and
Lincoln, 1989, p.237).  With the two intertwined
activities of persistent observation, qualitative
researchers work to be accepted and trusted in their
roles, to construct deep understanding s about what
they are studying, and to have some basis for
deciding what is important and relevant and what is
not.
(Johnson, 1996, p.50-51)
This chapter is designed for the reader to be able to
replicate this study if s/he desires.  That being so,  it is my
responsibility to help you be able to do so.  It would be ideal to
observe  management-employee relations, however I have been
unable to gain entry to do this.  What I hope to gain to compensate
for this is employee perception of whether management is walking
the talk.
Concern for Objectivity
A great concern of many beginning participant -
observers as well as more seasoned researchers is
that of reaching for objectivity, although this process
may be understood differently with time and
experience.
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In opposition to what many budding
ethnography students believe, observation can never
be objective and [. . .] will never be judgment-free.
This is so because observation comes out of what the
observer selects to see and chooses to note.  All we
can work for is that our vision is not too skewed by
our own subjectivities.  And that means work for most
of us.  But this work is of a different class from that of
striving to reach the impossible goal of pure
objectivity.  The trouble is that, as participant-
observers, it looks as if we are trying to do just that.
That is, as qualitative researchers, we must educate
and re-educate ourselves to practice detailed
observation without reading in our own answers, our
own biases.  That process entails becoming
increasingly more aware of our own ‘eyeglasses’, our
own blinders, so that these do not color unfairly both
what we observe and what we detail in writing.   With
all the striving to observe fairly and with all the self-
awareness and introspection this demands, we are
still subjective people doing a subjective job.
(Johnson, 1996, p.54-55)
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To be subjective in this study, my interview questions were
verified by my professor decreasing the chance of  ‘hidden biases’
in the question structure.  Self-reflection occurred by putting myself
into management’s position and trying to see their goals from my
point-of-view.  And on the other hand, I have tried to see this
change from an employee perspective.
What Was That Question Again? Again
In this section we consider moving from a broad to a
more narrow research focus.
The process of narrowing the focus means
asking questions, developing in-process answers and
asking questions again, and understanding that  ‘...
both questions and answers must be discovered in
the social situation being studied’ (Spradley, 1980,
p.32).  This cycle, this dance, is the heart of
qualitative research.  What is more, sometimes our
questions are about the questions the people we are
studying ask themselves, tacitly or not, as they go
about their lives.  This makes the questioning cycle
even more complex.
Because qualitative researchers depend on the
field with questions that are too specific, or too tight,
or too slanted.  A narrow focus from the beginning
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may well limit what and how we see. (Johnson, 1996,
p.55-56)
The following questions are from the initial interview with
management:
• What is Tredenik, Co.’s Mission Statement?
• What is Tredenik, Co.’s Vision?
• What are Tredenik, Co.’s Values?
• What kind of workforce does Tredenik, Co. want to have in 5 years?
• Ten years?
• What products do Tredenik, Co. produce?
• How many people do Tredenik, Co. employ?
• With the exceptions of the new hires, what is the average age of the hourly
employees?
• hourly employees are new hires?
• How many temps work at Tredenik, Co.?
• What are the requirements of becoming a new hire?
• When did Tredenik implement teamwork?
• Why did Tredenik implement teamwork?
• Can you describe the structure of how teams are built?
• Besides implementing teams, what are you doing to empower the hourly
employees?
• What is the new compensation program?
• What is the goal of the program?
• When was this implemented?
• What kind of results do you expect?
• What rewards are given to employees who reach a star point?
• Is Tredenik trying to build a high-performance work group?
• How is Tredenik, Co. helping the hourly employees make the transition to
empowerment?
• What kind of training are you giving employees?
• What obstacles are you facing with an older work group?
• What assets do you find with an older work group?
Employee participants were asked the following questions:
• Age:
• Years of employment at Tredenik:
• How has your role at Tredenik changed since you were hired?
• How do you feel about the changes?
• Do you like your job better today than 5-10 years ago?
• How do you feel about the new compensation program?
• What do you think is the purpose of the new compensation program?
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• Do you trust management?  Why?
• Do you feel that management trusts its employees?  Why?
• What do you think Tredenik Cumberland’s vision is as they enter the year
2000?
• What changes would you like to see at Tredenik Cumberland, with
relationship to your personal improvement, that would make your job better?
• What do you think Tredenik Cumberland has to do to “be the best”?
Interviewing
Qualitative research provides a great many
opportunities to talk with people.  Some interviews are
done ‘on the hoof’ during participant-observation
when the time is available and the spirits are
amenable.   Sometimes, in addition, they are the only
interviews our participants can and /or want to give.
We have had informal interviews in pizza parlors,
dentists’ offices, nurses’ stations, around kitchen
tables, on subways, and squeezed into the dress-up
corner of a classroom for 2-year-olds.
Other interview, sometimes called formal, are
more planned and usually carried out away from the
action, so that there is a chance to talk in peace and
in greater depth.  Some researchers choose
ethnographic interviews as their central data-
gathering method and do less far-ranging
observation-participation, confining it to the interview
situation itself.  Whatever the kind and circumstance,
interviews are at the heart of doing ethnography
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because they seek the words of people we are
studying, the richer is better, so that we can
understand their situations with increasing clarity.
Not only do so many of us have to learn how to
observe in new ways, we also have to unlearn and
relearn what we believe we already know about how
to conduct an interview.  Sometimes this comes as a
serve jolt to people in the human services fields of
psychology and guidance who have certainly learned
to probe, to listen, to support.  Their professional
interviews have had distinct purposes that were often
not compatible with those of ethnographic interview,
even if some of the techniques were the same.
(Johnson, 1996, p.56-57)
The main difference between qualitative research and critical research is
that critical starts with a bias and seeks change of the participants through the
research.
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CHAPTER 4
PARTICIPANT INTERVIEWS
Three participants were used to further this study and provide perspective
on the changes they are going through with Tredenik. The participants names
are Seth, Ed, and John.  The average age of the participants is 53, the average
years of employment with Tredenik is 28.  To protect the participants involved,
specific ages, names, and length of service specific to them have either been
changed or not provided.  Each participant is male which is representative of the
majority at Tredenik.
All participants signed and received a copy of the following form previous
to being interviewed:
Project Title:  Changing Performance in Older Work Groups:  A qualitative study of
employee perspective.
Tavia N. Turner with the support of  Dr. Sherri Johnson, research advisor; the
Department of Communications, Education, and Training; and the University of
Wisconsin - Stout is conducting a research project titled, Changing Performance in Older
Work Groups: A qualitative study of employee perspective.  Your participation in this
study would be appreciated.
It is not anticipated that this study will present any medical or social risk to you.  The
information gathered will be kept strictly confidential and any reports of the findings of
this research will not contain your name or any identifying information.
Your participation in this project is completely voluntary.  If at any time you wish to stop
participating in this research, you may do so, without coercion or prejudice.  Just inform
the researcher (Tavia Turner).
Once the study is completed, the analyzed findings would be available for your
information.  In the meantime if you have any questions, please contact:  Tavia Turner
(715) 235 - 3989, the Department of Communications, Education, and Training (715) 232
- 1311, or the University of Wisconsin - Stout, Menomonie, WI 54751, phone (715) 232-
1126.
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Questions or concerns about the participation in the research or subsequent complaints
should be addressed first to the researcher ,Tavia Turner (715) 235-3989, or Research
Advisor Dr. Sherri Johnson (715) 232-2376, and second to Dr. Ted Knous, Chair of the
UW-Stout Institutional Review Board for the Protection of Human Subjects in Research,
410 BH, UW - Stout, Menomonie, WI, 54751, phone (715) 232-1126.
--------------------------------------------------------------------------------------------------------
Consent Form
I understand that my participation in this study is strictly voluntary and I may discontinue
my participation at any time without prejudice.
I understand that the purpose of this study is to investigate the problem, Changing
Performance in Older Work Groups:  A qualitative study of employee perspective.
I further understand that any information about me that is collected during this study will
be held in the strictest confidence and will not be part of my permanent record.  I will
understand that in order for this research to be effective and valuable certain personal
identifiers need to be collected.  I also understand that the strictest confidentiality will be
maintained throughout this study and that only the researchers will have access to the
confidential information.  I understand that at the conclusion of this study all records
which identify individual participants will be destroyed.  I am aware that I have not and
am not waiving any legal or human rights by agreeing to this participation.  By signing
below I verify that I am 18 years of age or older, in good mental and physical condition,
and I agree to and understand the conditions listed above.
Signature ______________________________________ Date _______________
Seth seems to be a laid back, considerate man who is apparently well
versed and competent.  I met with Seth at his home.  During our visit, I could see
Seth had a difficult time dealing with the changes at Tredenik not only by what he
was telling me, but by the serious nature that the subject matter was to him. Seth
admitted reluctantly that he had attended college for one year, now almost 30
years past.  Prior to our visit, Seth informed me that he had sought counseling to
prepare him to handle the changes at work better and prepare him for public
speaking.
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I met with Ed at my house.  Ed was polite, but appeared highly agitated
and angry with Tredenik.  He seemed to be backed into a corner and swinging.
He didn’t give me any indication that he was willing to try to comply with requests
from management.  He indicated that his home life was gravely affected and he
was unable to sleep due to work pressure brought about with the new
compensation program.
John, like Seth, was also laid back.  We met at his home.  John answered
the questions I posed to him, but didn’t expand on the subject matter much more
than to satisfy the answer.  He seemed to be very proper, his stature not shifting
much from his back strait, one-hand-on-leg sitting position.  During our
conversation, John mentioned seeking legal advise on the matter of losing his
job if he did not obtain a star point.  Although he was serious about the subject
matter to the point of getting a lawyer, he seemed much more disconnected from
work at the time we spoke than did the other two participants.
Common in each participant was a feeling of insecurity as much of us
have when we must change or learn something new.  Unfortunately, it is evident
in each participant.  Is it due to the span of time since their last formal education,
was it installed in childhood or adulthood, or does it come from society’s
perception of a factory worker that they have encompassed over the years?  I
don’t know, but after listening to them, and maybe you will agree, Tredenik
doesn’t seem to have treated them as smart, competent, valuable employees.
Sports coaches such as Lou Holts have focused on individual self esteem in
their players to achieve greatness as a team.  After finishing this chapter and
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reading what each participant said, ask yourself if increasing confidence and
self-esteem in employees is worth the effort.
All interviews included, but were not limited to the following questions:
Age:
Years of employment at Tredenik, Inc.
How has your role at Tredenik, Inc. changed since you were hired?
How do you feel about the changes?
Do you like your job better today than 5-10 years ago?
How do you feel about the new compensation program?
What do you think is the purpose of the new compensation program?
Do you trust management?  Why?
Do you feel that management trusts its employees?  Why?
What do you think Tredenik, Inc.’s vision is as they enter the year 2000?
What changes would you like to see at Tredenik, Inc., in relationship to your
personal improvement, that would make your job better?
What do you think Tredenik, Inc. has to do to “be the best”?
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Seth
We as a plant only recently within the last 6 months, have
started to hire new employees, we have not had new employees
in since 1985, or 1984, so we have an old work force, set in their
ways, close to retirement.  This new system or star-point plan
makes them feel uncomfortable.  They have been away from
school for 30-40 years, most of them are not college graduates
or have any college.  So for that reason alone, it makes them
feel uncomfortable.
It made me mad, it mad me very mad, it made me very
angry.  It caused a lot of tension in my life.  At work and out of
work.  It has always been on my mind.  Uh, the plant
psychologist now is helping me deal with the situation, so to me,
it is very serious.  Very threatening.
I personally don’t support it.  Because I don’t feel
comfortable intellectually, and soc, and socially in that type of
situation. I don’t feel comfortable as far as speaking, presenting
things in groups.  So on and so forth.  It wasn’t what I was hired
for.  I have been there for 20 years now and I’ve always
understood why I worked there.  I was hired as a production
employee, along with all the rest of the hourly employees down
there.  We were hired as production employees, and after being
there for 15 to 20 years, which most of us have been.  Then our
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job duties have changed, you know, and they haven’t changed
gradually over the years, they have changed dramatically within
the last four years.
I have always felt that I have taken on the extra
responsibilities at work and gone the extra mile.  I feel more
reluctant now being put in that position that I have to.
It has given me a lot to think about  which I really didn’t, as
being a production worker with no responsibilities other than that
you have little other to think about than waiting for the buzzer to
go off (referring to the end of the shift).  I like some of the added,
I don’t know if you call them responsibilities.  I like the way they
listen to me more now, I like input, which I have now.  The public
speaking part is what scared myself, and most of us.
I guess I will have to speak for the top management at our
plant is showing Tredenik Corporate, whoever they may be, that
we are a plant to be dealt with. That we are pace setters.
Although they show that the concern is for the employees, the
betterment of the employees, I feel that it’s to prove something
higher up.  That we are a shinning star.
I know of a couple people [who would be willing to lose
their job], possibly three people right now that may be willing to,
at this point. Because they have an uncomfortable feeling about
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it, because they, I, I think a lot of it has to do with public
speaking.
One of my co-workers, well, he is very upset.  He is very,
very upset.  He is depressed, it is affecting his home life; and
then there are some workers who reject it, but reject it in a
hostile way.  Who, um, I don’t know how they are going to deal
with them because they will not participate.  Regardless.
[Seth informed me that the star-point program, which was a
four-year process was not introduced to the hourly employees
until one year after its implementation leaving three years to
obtain a star point.]  I was not aware, and I could feel
comfortable in saying that 95% of the plant, of the hourly
employees did not understand that either.  [Seth said that indeed
it was true that the employees would lose their job at the end of
the three-year period if they did not obtain a star point.  He
informed me that he heard first from a co-worker and the
information was later verified by management in a meeting when
asked by an hourly employee. ]
I felt very angry at first because of all the information
presented to us. I thought that this was probably the most
important information because it was a timeline and it meant our
jobs and it was never presented at first.  That is why a lot of us
felt angry about it.  And ya, then of course there are some
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people that not though they necessarily welcome it, they see the
opportunities.
It’s probably about the third or forth one [incentive program]
they have tried since the old type of incentive went out.  Ah, like
like profit sharing, different types of profit sharing and gain
sharing programs that never worked out and they never paid out.
Referring to implementation of teamwork. We were very
opposed to it, but it went so gradual that I don’t think people
even realize it has to happen and it’s a good situation.
We’re given a lot of training and they claim they will go out
of their way to help us through or give us any extra training that
we need.  [The training is mostly classroom.]  The training that
we have had leading up to this has been going on for 4 - 5 years
has been called the HPMO.  We are moving toward an HPMO
as I understand is High Performance Manufacturing
Organization.  Which obviously we must have had before.  So
our training is going in that direction.
John
Well, I think ah, it  might be something for the new employees to
start out with that, but like the people that have been there 10,
15, 20, 30 years and it’s all new to them and it’s like starting over
and most people aren’t really comfortable with it.
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Well, myself, I probably will take on a star point, but it’s not
gonna be one where I have to lead a meeting.  It makes me
nervous, you know, it ah, it probably not as bad once you do it or
if you do it more often, but if you haven’t ever did it and then all
of the sudden you gotta run a meeting or something, it bothered
me.  I’ve heard that comment from other people too.  They just
don’t feel comfortable doing it.
Ah, I’m not really sure if they can fire you if you don’t want
to do this.  They can keep you pay down.  I suppose and not
advance you paywise.  If they came out and told me that they
were gonna fire me because I didn’t take a certain position like
leading the team, myself I would have to see an attorney.
I’m not comfortable with it.  When I applied there for job.  I
wanted a job and I do my job for my pay.  And now it just seems
to have meetings and you have training and you have more or
less tests on all of these things.  It’s become more complicated,
more computer work.  You have to do more training, more
knowledge to do your job the way they want you to do it.  I just
feel that if I wanted more training and wanted to take tests, I
would have stayed in school.  I just wanted to go to work and do
my job and get paid for it.  It is more stress and pressure now.
I would like to see something on a voluntary basis, if you
want to try to advance. Make it voluntary for people to go to
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these classes and train and don’t force it on them.  I think they
gotta take some pressure off of their employees and have a
more relaxed atmosphere to start with.  It would make things a
lot friendlier.
It  might be something for the new employees to start out
with (star-point program). They aren’t used to doing their job day
after day after day.  They probably just came off the street or out
of school or something and they’ve had different training in high
school and tech school or whatever to probably work into this
better than older employees.  Oh, I think they want some
younger employees, because there’s gonna be a bunch retiring
through the years.  They want the new employee, the young
employees, they can kind of brain wash them right from the start
and have their, they kind of want their own click to work for them.
There more or less forcing the older ones to do some of these
new things that they feel they (management) shouldn’t have to
be doing after you’ve been there a number of  years.
There’s pressure to get this done (new compensation
program) and this done and these orders gotta go on time and
we gotta get this in and that’s gotta go, and it’s pressure.
There’s lack of communication.  It’s off and on all over the
plant.  I have been there for 26 years I guess. I am grateful for
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that, but as far as being valuable to them, I don’t know.  I think
you’re just another number.
Yah, I see it there.  I really can’t state any facts of what’s
happened, but yah, you see the moves that they make and a
while later you get the other side of the story of how they did it
and why they did it.  There’s a lot of hidden stuff going on.
Like I said the major decisions are made by them.  It’s their
money that’s  being spent and I don’t really want to have a say in
what goes over there.  I’d just as soon go to work and do my 8
hours and come home and forget about the place.
I’ve seen too many things have been pulled where I work,
you know and you know there inside jobs.  Various things,
several different things, including of different people hired,
different people getting this job and that job and things being
arranged in hours.  It all comes back.  Certain things they’ll trust
you with.  Other things, they have spies out on the floor watching
people, so the big problem there is trust and probably always will
be.
Once in a while they come up with things they want the
team to solve so if we solve something by coming up with an
idea and they don’t like the idea, they back down from it.  So
really, there’s times that they do and there’s times they they
don’t (trust the employees).  That’s where the trust comes in,
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because you can work your fool head off as a team to come up
to solve a problem, you take it back to management and they
just take with sides and people don’t like that.  The big problem
there is trust and there’s probably a handful of people that want
to try to advance and they just believe everything their told and
the rest of the people can see this.  They can see right through
people.
I don’t know.  I feel more like I’m just another number,
although they have put food on my table and paid my bills. I’d be
just glad to get out of there another 9 or 10 years, that’s all.  The
sooner, the better.
When asked if he was a valuable part of the company and
of his work team, John responded:
Well, to me I am.  What I do is important to the team, what
I do, but if I wasn’t there, there would be just another number for
someone else and they could do it.
Ed
It is so much extra stuff, extra pressure they are putting on ya.  I,
I don’t think it’s,  It’s the job somewhat, losing it maybe,
somedays I don’t care, some days I am hoping I do lose it.  The
lifestyle would be different.  I’d be a lot happier.  Since we
started this, before we started it, I never thought about retiring.
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Never cared to retire.  That’s the only thing I think about now.  I
bet ya 90% of the people down there even higher than that,
that’s all they talk about now.  How soon can we get out of there.
Well last year since we have taken new stuff, it’s taken so
much to the negative around my household.  Poor wife and dog
catch heck so much now and that never happened before.
Truthfully, it bothers me to go home some nights.
I don’t sleep anymore at night.  Wake up three, four times a
night and think about that place.  Not in a positive way either, so.
I haven’t hardly talked to my wife in two weeks now cuz I
am afraid she may say something or I may say something.  It
doesn’t take much to set me off anymore.
So it’s, I don’t know what they are trying to prove, I don’t
know.  They say this is kind of a pilot, but man, they better
change the pi, the pilot pretty soon up front there, because
before they have big big problems, cuz there’s people are talking
about standing outside the door someday and letting
management run this place down here and then see what
happens.
I have no idea what the purpose of it is.  It’s supposed to
be like an incentive program.  It’s far from that because the last
check I got for three months, I think it was around 80 some
dollars.  Heck, I made more than that twenty years ago in one
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week.  But they take that three months to get that now.  And they
say, ‘isn’t that great, you get all that extra money?’  I said for this
extra 85 dollars, you can keep it.  For all the extra headaches I
get, it’s not worth it.  There is no choice to it.
One employee was offered more money to keep his mouth
shut.  You know he has been raising a little heck, causing a little
problem.  “Well, would a couple dollars more an hour, would that
help you any to make you happier?  Well we’d give you some
more time off, would that help ya to make you happier?”  He
says, ‘Yes, it would make me happy if you’d give it to everybody.’
No we can’t do that.
  Yeah, ‘just worry about’, management says, ’ Just worry
about yourself.  Don’t worry about everybody else.’  That’s not a
good team growing thing.
One for all, all for one, I would think.  Let’s try to help each
other out.
Yah, we all got to work together, live together 8, 10, 12
hours a day.  We are all there for one reason, trying to get along,
trying to make money for the company, which I think we all try
our best to do.
To me, the top of the list is to keep the employees happy.
You say anything bad, they drag you into the office.  You
say anything negative about this here pay, and stuff here, they
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drag you in right there and sit down.  Three, four of them in the
office there the PLT (Plant Leadership Team) sit down and talk
to ya, you better change your mind cuz you won’t leave there
until you do.
 I know about three people that have been called up there
sat down and talked to.  They just disagreed.
Ah, for example, I almost got sent home the other day
because I was smiling at a meeting.  The supervisor came in
and he was mad, so had to take it out on somebody.  We had a
big whoopee do over that for a while then he said, ‘I’m gonna
send you home.’  I got up, threw my pad down on the floor, the
table, walked out the door and he came right out behind me.
Then he realized maybe he screwed up big time.  He stopped
me before I got to the next door, headed down the hall and
started talking, we went down in his office, sat there about 15
minutes.  We both got calmed down a little bit, and we both went
back into the meeting, the other people jumped all over him, cuz
he jumped on me.  The next day people were still jumping on
him, cuz he jumped on me.
They haven’t proved to me yet why I should trust them. I
honestly don’t know if they trust us or not.  I don’t know, it’s just
when somebody sometimes comes up and tries to give me
something, tell me it’s good for me, that puts up a big stop sign.
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Why is it so good for me, why do they, why do they want to give
it to me?
The new hires are getting pretty fed up with it, too.
Management can’t figure out why people are talking about
wanting to retire.  Everybody should be happy to come to work.
Like I said before, everybody, just about everybody in the plant
is talking about how soon they can get out.  Even the new hires.
One today, he was standing there working there, I said, ‘yah, just
to think another forty years you can get out of here.’  He said,
‘yah, I was just thinking about that.  I don’t know if I am going to
make it.’
So they expect a lot from quote - unquote “us old people”.
Yah, it gets me a little upset.  I’ve been told by a, I call them
supervisor, I forget what the heck the proper name of them, two
of them plus one of the plant PLT (Plant Leadership Team)
members says if you don’t do what we want, we can terminate
you.  So that makes you feel real good.
I brought it [subject of public speaking] up in umpteen
thousand meetings we have, you know, that a lot of people don’t
care to do this.  But they always come back with that ‘it’s going
to be good for ya.’  So I don’t know why they think their so great,
what’s good for me - what’s not good for me.  So, I always had
to figure out exactly what’s good for myself, but evidently, I don’t.
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Yah, you have to have at least two years in college to go
on, you know, to be hired. They are trying to get rid of us older
and less educated people.  I have had a heck of a time going
through school.  How can I compete with somebody that has just
gotten out of school.  It has been thirty years, over thirty years
since I’ve been out of school.  I’ve never seen a computer since
the last three - four years ago.  Now they want me to operate
this stuff here and it’s hard for me to pick that stuff up.
I hope it didn’t come out like I was speaking negatively
about everything.  I don’t mean to sound that way, but I think it is
coming out that way.  I don’t want it to be, but there is a lot of
good people down working there, so.  I suppose it could be
worse.
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CHAPTER 5
FINDINGS
Chapter 5 discusses findings of this research.  I also make
recommendations for changing performance in older work groups.
Seth, John, and Ed explored how they felt, their insecurities, anger, etc.,
but what they didn’t tell me is how they are going to change to fulfill the
requirements of their employer.  This is simply because they have no idea, all
they know is they will have to change in order to retain their jobs.
Fear becomes a motivator, fear of losing their jobs, having no or a
lowered income, fear of change, etc.  Motivation driven by fear breeds distrust,
low morale, low self-esteem, and consequently over time decreases a
company’s profit and prospective.
John and Ed reflected from what they perceived as management’s
opinion, being viewed as highly replaceable and devalued.  John said he felt like
a number, management informed Ed that if he did not do what they wanted him
to do, that they would terminate him.
What was the most prevalent in each participant was also a fear of
inability to perform due to educational and/or esteem deficiency.  The span of
time since the participants have been in any type of formal education plays a
large part in their fear of technical change and public speaking.  When the
participants attended school, they didn’t have computer classes and post-
secondary education was to a great degree optional.  They didn’t need it as
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generations of today, and when they compare themselves to the new hires who
are young and educated, they feel that they can’t compete.
As I mentioned in Chapter 4, there is also that persona of ‘factory worker’
that they may have adopted over the years.  The persona is one of “labor work -
no brain needed”.  This is far from the truth, but days of old with assembly lines
and dictatorial governing have played a large part in shaping that idea.
There may be other personal reasons for the lack of confidence found in
the participants that I did not seek to find.
It hopefully is common sense that when making changes it should be
consistent and gradual.  Seth informed me that Tredenik had tried other
incentive-type programs that neither lasted nor paid out and that other changes
such as moving to teams had been so gradual that nobody actually realized.
Within this star-point program, Seth said, the employees’ job duties have
changed dramatically over the previous four years.  With inconsistency, the
company faces distrust and lack of credible leadership.  If a friend told you they
were going to meet you for lunch every Thursday afternoon, and met you only
half the time, what would that say about that persons character and would you
trust them?  What if they were your employer, how credible would they be in your
eyes?
What is not explored in depth in this thesis is how the longer-term
employees relate toward the new hires.  They all explored feelings of inadequacy
relating to the new hire’s abilities to perform vs. their abilities.  In addition to Ed
telling me that the new hires were “sick” of Tredenik and not knowing if they
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could make it to retirement, Seth informed me that new hires confided in him and
said they were told by management upon hire to go out [on the floor] and be
aggressive, help out, and get involved as much as they could.  From what they
told Seth, management had given them the idea that the current workforce was
highly incompetent.
Seth, John, and Ed all seemed to have a “look out for each other” attitude
that is relevant to their co-workers and is not excluded from the new hires.
Unfortunately it seems to be a “them/us”, divided company, but within each
employee’s personal battle, support is found on equal level.
RECOMMENDATIONS
It is obvious that Tredenik, Inc. needs restructuring and to rebuild the trust
they don’t have.  What they need to start with is communication.  My
recommendation is that they start some sort of general meetings where they
bring all the employees together (per shift) and take a half hour out of each week
or every two weeks to inform them of everything including sales, company
failures/ successes, change, everything, and answer questions to the best of
their ability and conviction.
They need to take away the threat of firing their employees if they do not
or find themselves unable to compete the Job Block/Star-point program.
Change needs to be gradual.  They can’t be pushed.  For example, if I
walked toward you, and kept walking into your space bubble, you would back up,
and continue backing up until you either took it or fought back.  On the other
hand, if I took one step closer each week while you were getting adjusted to me,
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you would be less likely to feel uncomfortable and push me away.  Same thing.
It’s change and change too soon is awkward.  Tredenik can’t abandon the
program without being consistent, but they need to move this process from its
current point slowly.
Tredenik, Inc. has to accept and become accountable to the concerns of
their employees.  They should have meetings, as I mentioned.  They must inform
the employees that they will listen openly and try to work toward a solution
together.  This will give the employees a sense of ownership and control.  They
will find a higher level of confidence and esteem when their voice is respected
and valued.
Tredenik should have the employees develop different ways/programs to
achieve the goals of the company.  Then when two or three options exist
congruent to achieving those goal, the employees can then decide which
program would be best suited for their individual abilities.
The employees will strengthen the company and themselves by
placement in the best program which will allow them to grow.
This method of decision making and communication will have to continue
in order to be successful.  This may be a change from the organizational
structure, but one that will start to regain trust and open minds.
My prediction is Seth and John will comply and receive a star point to
secure their employment.  Ed will not try for a star point and risk termination.  He
may change his mind at the last minute, but if terminated will find legal counsel.
It is as likely that the program will fade as it is that Tredenik will stand strong to
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the program.  The program may fade due to such heavy scruteny from the
employees and Tredenik’s past of inconsistency, however, this plant is strong
and continues to be a superpower within the industry and entire company.
May, 2000 update.  All three participants have since went on to obtain
their star points.  The program’s intensity has faded and their is no risk to job
loss.
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